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The E-Myth Manager
By Michael E. Gerber

(Book Report by Gary Tomlinson)

Preface:In the E-Myth Manager, Michael Gerber extends thecepts he explored in
the E-Myth Revisited to the Manager within the organizatio

Gerber’s premise is the Manager should see him/herselh entrepreneur (small
business owner) within his/her areas of responsibilithénorganization. The
philosophy of the E-Myth Manager is that each and eveargpreneurial Manager must
assume the task of creating the Vision, the Systadchtitee Results for his/her team.

The E-Myth Manager believes strongly that the Systetha solution. That everyone in
the organization should be able to produce consistent ytpgédlictable results. That no
one should be left on their own to figure out the sohgitw their problems, that the
organization holds the first accountability for underdtag the best way to achieve any
result. And that the organization needs to make thercoment as an organization to
discovering the very best methods, processes, andrsyfte producing results that will
make everyone in the organization, and everyone wtlepending upon it, extremely
successful.

“Show me an organization in which the critical focudeseloping Managers with
passion and objectivity, and | will show you an organirathat is not only full alive
itself, but that is a force field for the birth of caless extraordinary ventures that
themselves will multiply and flourish.”

The crux of this book is about thehat of it.” Most Managers want to jump to the
“how of it.” Gerber says that is because most Managers aren’igelanat all, but
Technicians suffering from a management seizure, so accci@am® they to doing it,
doing it, doing it. The key is to plan, envision, andcafate what you see in the future
both for yourself and for your employees. You mustyaayour business as it is today,
decide what it must look like when you've finally got ittjligke you want it, and then
determine the gap between where you are and where yotonkeedn order to make
your dream a reality. The gap will tell you exactly whaeds to be done to create the
business you have envisioned.

The single most interesting aspect of this book igptitential Gerber’s program has for
success. It does not challenge you to change your engjamization. It does not require
that you leave everything you have and start freshadryghur own perfect company.
Gerber focuses on helping you learn how to develop yourasion within the “Vision

of the Emperor” that will serve the needs of the Empeale still fulfilling your own
needs.
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Message from Gary Tomlinson: This book report should not take the place of you
reading The E-Myth Managet More changes have occurred in the last 20 years tha
the last 2,000. There is only one way to cut throughrtipasse, and that is to stop trying
to get results in the ways you have been taught. Yot ganthere from here. Don't
bring your chaos with you!

The purpose of this book report is three-fold:
1. When | read a book that has great wisdom, | take thetomeite down the

author’s key messages. This is a technique | use to l&&mow | study.

2. When | share my book reports with others, it's my hopg thill go out and buy
the book. The fact | take the time (usually 10 to 30 $jotar write the book
report already shows you I think it's a book worth buying eeading.

3. The book report is a great resource to refresh your meméu can go back
often and re-read the book reports to remember more atf yolo read.

This is an excellent book for any owner, executivel/@nmanager who wants their

business to succeed and prosper. The following seventeengragedetailed book
report on the E-Myth Manager.

“If you always do what you have always done,
you will always be what you are today!”

Enjoy!
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A Book Report

The E Myth Manager
By Michael E. Gerber

Entrepreneurial Myth

Is that most businesses are started by Entrepreneaitsyth is that most
businesses are started by Technicians suffering from aepesieurial seizure.

The E Myth Manager is one who:

- Understands the profound difference between creatingiadss that works
and getting a person to work.

- Understands how critical it is to adopt an entrepraakonind-set, not only
for the development of the business for which he is@at@able, but for the
lives of the people with whom he works.

- Understands the profound difference once can make iorganization
through the development and use of a managesystem.

- Understands the need to forsake forever the use of nraragehetoric in
order to produce a true transformation of everything kensmitted to do.

The Plight of the Modern Manager:

The “new” model of management, which, while not reatly different from the

old model, does feature a couple of new twists:

- One is the technological revolution which is forcingallslo more faster

- The other is the aftermath of reengineering, whichnsirig us to do more
with fewer people.

The Problem:

Managers often feel trapped and underappreciated. Theynger lderive any
sense of meaning or purpose from what they do, noredoféiel any investment
or ownership in the organization for which they work.

What many of these Managers don't realize is thatféxtetrue change within the
organization, they must first change within — and thatathiity to do that and to
subsequently reinvent the very jobs in which they find therasek primarily a
matter of mind-set rather than of performance. Sauf Yusiness is to change —
as it must continuously to thrive — you must change firfsyou are unwillingly
to change, your business will never be capable of giving yai you want.
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What | have discovered is that no matter what the of the organization, it is the
ability to treat the organization as a small businessd-tlae Manager as a small-
business owner — that produces a profound shift in the mindati@nh that
organization, from the very top to the very bottom.

The Plight of the Modern Manager
The technological revolution is forcing us all to do eydaster.
The aftermath of reengineering is forcing us to do naotle fewer people.
Managers continue treating the symptoms, not the causes.

The Manager Becomes an Emperor

How and why a Manager becomes an Emperor is the suifj¢lois book. It is

time for managers to become emperors. Becauseyifdbn't do it, if they don't

learn how to become their own emperor, if they contiaseghey always have,
serving the Visions of others rather than their ovimejrtlife won’t be worth a

plugged nickel.

For your work to change, your attachment to the foreé ighdriving everything

you do must change. You must come to the realizatiom, very personal
understanding, that despite what you have been led teveelihere is no real
mission statement or business aim that’'s propellingtgodo the things you are
supposed to do. It's not the company and its goals tkamativating you, it's

some person. (ex. It's not Microsoft you're heredrvs, it's Bill Gates)

To fail to understand this truth presupposes objectivityravloaly the subjective
is true. When a manager understands that satisfyingsarpg, his boss’s, aim is
what is job is truly all about, the whole job chasngesuddenly, and probably for
the first time, the truth comes into focus. And wkiestruth comes into focus for
a Manager, he is given the exciting opportunity to ask the question that can
save him: Am | here to serve this person, or am | here to serve me?

The first Step is Admitting the Problem

Think about what it might mean to really have a purposgoaf own, and only
your own, not something you're happy to toss asidetHersafety of realizing
someone else’s purpose. To begin reinventing your worknasnger, you must
begin the job of reinventing yourself.

It is the Domain of Getting that has inspired the aoeadf all of the management
tools we use today.
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Going Beyond the Domain of Getting

Getting is the motivation behind nearly everything we Hugery enterprise on the
face of the earth has as its sole purpose to becomerld-elass player in the
Domain of Getting.

The question for the manager is, what do you want? #oswver to that question
will tell you everything you need to know about yourseltlahe Domain of
Getting.

The Tools of Yesterday and Today

The Domain of Getting has inspired Managers to createstadt tools, which are
very much the same today as they were generations @be.tools, of course,
were created to further the Emperor’s stature irDmain of Getting.

Yet, despite Managers’ good intentions, and how sesaind media has taken
these tools, it is critical for the Manager who wisteesscape the insane world he
has unwittingly found himself in to note thatne of these tools work!

Not motivation. Not empowerment. Not quality. Not teanmNot learning to
listen. Not leadership training. Not open book managemBlat. seven habits.
Not walking on fire. Not reengineering. Not anything youread about in a
business magazine, despite everyone’s avowed commitmienthen it happens
to be the rage. No, I'm here to tell you that nohéhese work, because they are
missing the point by a mile.

The only management tools that have ever worked weretewem the beginning
of time. They argreedandfear. That is why the first step toward reinventing
your work as a Manager is to understand and accept thethaitgreed and fear
are running rampant in every organization.

Reinventing the Work of the Manager
The Seven Rules of Management Independence:
1. Rule 1: Know What You Want.

a. To fulfill your potential, to be more than a merele@efion of someone
else’s Vision, it is absolutely essential for youdaach and every
Manager like you, to learn how to match the Emperantensity,
rather than reflect it. And the only way a managertearestly do that
is through the pursuit of his/her own Vision.

b. The responsibility of every Manager is to become theifstgnt force
behind his own life by choosing to be his own Emperor.
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c. That's what separates the Emperor from his Managemns. Emperor’s
Vision takes in an entire enterprise, while the Managafision
includes only fragments of one. To become your own Eompgyu
must learn to see your life through a wide-angle lens.

2. Rule 2: Know You Have the Power to Get It.

a. People need a game to play in life. People hunger for peirpos
Without their own, they are immediately distractetb ithe misguided
belief that anyone’s purpose will do. But it won't work

b. And suddenly the absence of a personal purpose, a persaiah Vi
will become the void in which you find yourself.

c. Once you know what you want, only you can get it. Yoo'tca
delegate the responsibility for inventing your own life.

3. Rule 3: There Can Be No Causes Other Than Your Own.

a. Without choosing to pursue your own cause, as opposed tamseme
else’s, you make it impossible to live to your fullestguial, to fulfill
your life’s aim.

I. As long as you are working for someone else, you'll kaNe
to keep their vision in mind. You've got to ask yourself, ®oe
their vision enable me to fulfill my own goals? Capursue
my own Vision at the same time as | pursue theirs2sRbeir
Vision add value to my pursuit, or does it simply fail to
interfere with it?

b. If the owner’s Vision doesn't serve you by adding energy iatensity
to your own personal pursuits, then candidly, therailshioe no future
for the two of you. That's why most Managers are dyngthe job.
Because they have forsaken their own lives in order fil Bdmeone
else’s Vision.

4. Rule 4: If You Cannot Manage Yourself, You Cannot ManaggiAing.

a. There are three roles each and every Manager musoylavery day
if there is to be any balance in his life: the roleh® Emperor, the
role of the Manager, and the role of the Technician. d&f&t say to
ourselves, “This is Management work, this is Techniciarkwibris is
the work of the Emperor. And because we fail to cifftiate one task
from another, which means we don’'t choose the work wevitlo a
mind for the relative importance or unimportance ofat,the value it
contributes to our Vision, or the price it exacts. ®hmeans we
haven't created standards through which to monitor ourseuea
day-to-day basis.

b. So, to manage anything, you must first learn to managesgth. And
to do so, we begin with a Vision, create the standardssigahich
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we monitor our own behavior, know that our behaviothet of the
Emperor, the Manager, and the Technician, and then begict in all
three roles as though we are the person we're intenalibg.

5. Rule 5: There Are No Simple Answers, Only Complex @aogs.

a. Rule 5 forces us to ask, So Now What? The energytieiquestions,
not in the answers.

6. Rule 6: Before It Gets Better It Is Going To Get Vors

a. Questioning shatters our belief in our own certainty.wHould the
process of becoming honest, of becoming impartial, of rnewp
passionate, of uncovering who we really are and what amet Wwe
anything but painful? So it's going to feel worse beforfeets better
simply because of the sheer, unadulterated shock of it.

7. Rule 7: These Rules Must Become the Defining PringipfeYour Life.

a. Rule 7 says that for these rules to have any meani®&y, must
become the defining principles of your life. Only the Eropenside
you can do that. Not the Manager. Not the Technicidre Emperor
is the one who must finally make the decision to embitaese rules.

b. Values are passive. Rules are active. Rules penetrate thought
we have. They are self-commandments.

The Organization of Work

The organization of work is best looked at much as w&eldaat ourselves as
three distinct internal personalities with three iddt accountabilities: the
Emperor, the Manager, and the Technician. In the orgamzaf work, the three
divisions are defined best as the Enterprise, the Bissiaesl the Practice; with
the Emperor obviously focused on the enterprise, thealyjlanon the business,
and the Technician on the practice.

And herein lies the primary focus in reinventing the wtrat you do: if you

have accountability, but lack the clearly defined authdotymplement it, you

must get the authority you need or the game’s over béfbegins. Without the

authority, there can be no accountability. If you cget the authority you need,
get out of there!

The Enterprise, the Business, the Practice
The Emperor has the authority to decide the directibthe enterprise. The

Emperor provides not only the direction for the Managet the Technician, but
the will and wakefulness necessary to remember it.
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The Manager has the authority to manifest the EmpeYbsisn in the operation
of the business of the enterprise. The Manager liv@e taccountabilities: to
provide the capability (know-how), the capacity, and theources for the
enterprise to fulfill its Vision.

The Technician has the authority to exercise his capgbitiapacity, and
resources to implement the Manager's processes andnsysto fulfill the

Emperor’s Vision. The Technician is either an apprente craftsman, or a
master. Both the Emperor and the Manager understand witlabut the

Technician’s dedication to the process of improvemerd, dhtire enterprise
would come crashing down, its higher purpose unsustainaltat i¥ why the

level within the hierarchy where every Technician playtads or her role is called
the practice. Because that is what the Technician-dpesctice.

Reconciling The Vision

“Show me an organization in which the critical focus eeloping Managers
with passion and objectivity, and | will show you an orgation that is not only
fully alive itself, but that is a force field for tHarth of countless extraordinary
ventures that themselves will multiply and flourish.”

It is important that there is not a conflict betwedmat the owner wants and what
the manager wants — that both can reach their potergiether.

Building the Entrepreneurial Organization

To become an E-Myth Manager is to become an Entrepren&he first step
involves redefining your relationship within yourself as it tpgs to the
organization — your organization. Your organization cosgityour department,
your division, your team — the sales organization, theowus receivable
organization, the manufacturing organization, the engmgearganization. The
first step in becoming an E-Myth Manager is to thinkwalibis organization as if
it truly were your own — an enterprise in its own right.

The second part of the process involves a kind of couusgess on the part of
the evolving E-Myth Manager: A willingness to embragkat becoming an
Entrepreneur really means. An Entrepreneur is singlddtiy accountable for
creating a Vision for his company. Traditionally, tles always done by the
Emperor of the company at large, and implemented by dbe af the staff —
Managers included.

In addition, a Manager must create a system throughhwthis Vision will be
optimally realized. Most companies don’'t have a systeWithout a system,
people have no objective understanding of the naturkenf work and what is
expected of them — save the highly personalized goalsatbaset for them by
their immediate superiors, who we all know have tbein agendas. As a result,
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people are forced to do the best they can, which ofseouaries vastly from
individual to individual. Without a system, you're playingdRian roulette with
your results.

And delivering results is the last great objective ef Entrepreneur. To utilize
the system to produce the desired effect in pursuit of Y@imn is to get results.

To produce more and better, and improve profits, you ne&dde why you'’re
doing what you're doing and you need a system through whichglement it.

To build the entrepreneurial organization, each and ewtyepreneurial
Manager must assume the task of creating the Visiensyetem, and the results
for his/her team. In so doing, he will create positiveergy within his
organization, rather that consume negativity. He widiease possibilities for his
people, rather than reduce them to a state of confuské@.will help people
relearn to think for themselves, to rediscover a kindogfand pride in what
they're doing — or not. In either case, his people thigink him for it, and his
organization with thrive as a result. In this way, hé ereate abundance for
everyone his organization has a relationship with — fimenpeople who work in
it to the people who buy from it — from the people whenat to the people who
finance it. This is the philosophy of the E-Myth Manager. And this isthe
program for realizing it.

Seven Steps to Becoming an E-Myth Manager

There are seven steps to becoming an E-Myth Managérfoantransforming
your organization. They are: your Primary Aim, youragigic Objective, your
Financial Strategy, your Organizational Strategy, youm&@@ment Strategy,
your People Strategy, and your Marketing Strategy.

In my experience with organizations and Managers, knowhgt to do is
significantly more important to the entrepreneurial amgaion than knowing
howto do it. Once you know what to do, the how will quyclollow!

1. Primary Aim

Your primary aim is the Vision you have of the kind iéf you would like to live.
To become an E-Myth Manager, you must know that in otdecreate an
organization that works in a powerfully human way, finst essential to confront
what it means to you to be truly human. You must knowtwba want in order
to get it.

2. The E-Myth Manager’'s Strategic Objective

The first step toward understanding your Strategic Obgasito recall that it is
shaped primarily and most indelibly by your Primary AifdVithout a deeply
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defined Vision of your life, you have no standards by whackvaluate your role
as a Manager, no criteria by which to gauge whether then@ation your are
presently in — or the one to which you are considering gewdl work for you.

A Manager’s Strategic Objective must marry his Primanmy A&vith the Strategic
Objective of the company, because your role in théerprise is to create a
business that manifests the entrepreneurial Vision ofdhgany. And as an E-
Myth Manager, you're accountable for the realizing thdijective, for
manifesting the Emperor’s Vision in real life.

The only way to truly evaluate where you are in your @aes a Manager is to
look at the organization — the work, the time, the motiay people, the product,
the ethics, the morality, the culture — and measuagainst your clear definition
of who you wish to be. Your desire to become the peysa have described in
your Primary Aim is what drives you to be consciousptake choices. Your
ability to choose is not only your right, it's your walion. And if it sounds
strange at first, it's because most Managers aren’t tsethoosing their work
consciously.

In creating your Strategic Objective, you must ask ydunéewhat you've
described in your Primary Aim is truly what you want,thgs company, this
situation, this relationship going to provide you with the mseaf achieving it?

A Manager’'s Primary Aim can’'t be his Emperor's. A MandgeStrategic
Objective is the company’s aim, that is true. And tbengany’'s aim is its
Strategic Objective. But as a manager, you owe it twsglf and to the company
to consciously choose the right organization, one whaseserves your aim, one
whose alignment matches your purpose, your passion, ysignd®r your own
life, whose aim you can fully serve with a clear scance. This company should
be a place where you can grow and experience youessdining the person you
want to be.

To fashion your Strategic Objective you must think about yaesliorganization.
If you could invent it, what would it be? What qualitiesuld it have? Think
about what kind of an organization would facilitate theedtgyment of the kind
of person you wish to become.

Ideally, such an organization would be an intelligentegrated system rather
than a collection of individual stores or people eacingitheir own thing. The

system would be devoted to implementing the enterprisesgaching Vision or

purpose, and as a result, the group would be in agreementvast this purpose
was and the type of results it was hoping to achidvecisions would be made
with this focus in mind.
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And so, in this intelligent, integrated organization in ethtruth and knowledge
are revered, the pursuit of more intelligence, more rstaleding, and more
exuberance would be the common theme among people wikaheve.

Organizations are often one of two kinds, conscious azgdons or unconscious
organizations.

Conscious Organizationsare those that possess a clear Vision, manifest
that Vision through highly integrated systems, and holdr theople
accountable for the effective utilization of those tegss. These
organizations demonstrate a high sense of purpose, ordsgrityit and
meaning. (And a high sense of satisfaction among the pad@e~vork

for them.) A conscious organization seeks intelligence.

Unconscious Organizationsare those that are unclear about their Vision,
possess few highly integrated systems, reveal littlanyf, focus on how
those systems are to be used to produce results. Dhgarizations
produce chaos, confusion, disruption, and disordé&n unconscious
organization seeks solutions.

The purpose of the E-Myth Manager’s seven step procésshslp you create a
conscious organization in which conscious people can feahimg and success.

Your strategic objective describes in as much detail as lpp@skow your
organization will look, feel, function, and profit in thminds of your primary
influencers (employees, customers, suppliers, lenddris@ most effective way
to begin this process is to write your “Organizational Story.”

At the E-Myth Academy, we believe strongly that theteysis the solution. We
believe strongly that everyone in the organizatiooush be able to produce
consistent, highly predictable results. That no omailshbe left on their own to
figure out the solutions to their problems, that the omgdimn holds the first
accountability for understanding the best way to achievaesujt. And that the
organization needs to make the commitment as an orgianiza discovering the
very best methods, processes, and systems for produeingstiits that will make
everyone in the organization, and everyone who is depgngion it, extremely
successful.

It is critical that tactical objectives be includedtie Strategic Objectives. But
what is true is that once the flavor of the organmatyou’'re creating is

communicated clearly, once the standards and chardctkee @rganization are

shaped with as much clarity as you can muster, the@hcmponents begin to
reveal themselves. Building an organization is jugt fikogramming; if this, then
that. If this is the kind of an organization, than tisgatwhat we must do to
manifest it.
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3. The E-Myth Manager’s Financial Strategy

When it comes to money, most Managers are completelgf touch with reality.
Most Managers have a budget, they work very hard to gauak as possible for
their department or division so that they don’t have tdack for more money.
In so doing, the Manager is thinking about money and tretttimgnoney as if it
were someone else’s. And it is. But that's exacttygtoblem. When the money
IS someone else’s, you don’t experience it as your own.

In a large organization, money is institutional, mongyinvisible. In a large
organization money is something that shows up on the instatement and the
balance sheet. You never really see it or touch d@t 9d in a small organization.
You must understand that money in a small organizatiootigstitutional.

The E-Myth Manager knows that you can’t build a successfgénization on
funny money or with people who believe the myth of funmgney. You need to
surround yourself with real people who believe in earnindg spending real
money. Money they've earned and money they feel a negdmtty for.

To do this you must deal with the way people think aboutapdong before you
approach how people are going to earn money. This FelaBtiategy is a
critical function within your organization. You must firsiake certain within
your organization that everyone understands how monekswand how it
doesn’t. You simply need to engage people to relatecieynvery personally.
It's that personal attachment to money that each ang &enager must not only
understand, but also come to grips with.

To be an E-Myth Manager, you've got to think like an onvm®t like a driver,
and teach your people to do the same. The only way tthgedriver of the
brown truck to think like an owner is to get him to understhedinancial reality
of the brown truck business he’s in. He’s got to becarpersonal profit center —
he’s got to analyze the costs of doing business everyaddyhe’s got to think
about it and discuss it with other brown truck driverthorganization.

This is the first part of the E-Myth Manager’s FinmStrategy: to encourage
every person in your organization to operate as a pergvoéd center. To
involve every single individual in the organization with thebject of money:
how it works, where it goes, how much is left, howsitspent, and how much
everyone gets at the end of the day.

The second part of the E-Myth Manager’s Financialt&gpais to understand the
three kinds of money an organization creates. Ttiese are income, profit, and
equity.

Income is the money that everyone is paid. Profiwhat's earned after
everyone is paid. Equity is what the business is worth.

Tomlinson & Associates ¢ “Organizational Excellence - A Culture of Discipline” ¢ www.gary-tomlinson.com Page 12



If the E-Myth Manager owned his business, equity wouldhleemost important,
profit would be the second most important, and incomeldvbe the third most
important.

Profit is the money the organization makes to finaregnowth. Profit is also a
key indicator of the successful small business. Nofitpiar profit's sake, but
profit for growth’s sake. Because if the value of ormisiness is measured in the
value of its enhanced equity, then the way in which to esghéimat equity is to
make certain the business grows, and keeps growing, fong&i$ you own it.

So at the very outset, everyone you bring into the orgaoiz must be taught
how to think about money, how to understand and appredigie personal
relationship to money, and how to see that it is noipli the organization’s
responsibility to be financially solvent.

4. The E-Myth Manager’s Organizational Strategy

An E-Myth Manager knows that you do no organize peopleu-oyganize work.
You do not create a position for Jerry because oy'3aunique skills, or because
Jerry is unhappy doing what he’s doing. You do not cragbesition for any
person — ever. Not for any reason.

You do not organize work as if it were separate, isolatedtions dependent
upon the skills of separate, isolated people. You orgamm& throughout the
organization in one fell swoop as a comprehensive systemork, a system that
enables the organization to function in the most effectigfficient, and
predictable way possible. In other words, you don't créaeoosition first, you
create the organization’s system first, and then thdtipos will identify
themselves.

An organization must be thought of as one system, noy systems or positions.
And the one system must be designed to do the one tiiegnost important
thing, every organization must do: to make one promisgkaep it!

An organization must know the one thing it is committegrovide the people it
serves, and focus its entire energy on the perfectiats ability to fulfill that
commitment. With that in mind, it becomes apparent tina E-Myth Manager’s
Organizational Strategy not only determines what one’snizgon does, but
how it does it.

So the first question you must ask in organizing your workMareager isWhat
are we here to accomplishPhe answer is your promise.

The second question you must ask in organizing your work #at is my
promise, what is the best way to fulfill ithat is your process.
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Every E-Myth enterprise is composed of Seven EsseRtiattions. The first
three aremarketing, managemenf andmoney. These are strategic functions.
They are the work you do inside of the organization teerdehe what the
organization does outside in the world. They are the fotldanagers at the
most strategic level of the organization.

These functions must ask, and answer, the following ipusst

 What is the one result we are here to produce? (Magket the
promise)

* How do we do it? (Management — the process)

* How much must we charge for doing it? (Marketing and menthe
pricing strategy)

* How much money will it take to do it? (Marketing, monend
management — the capital requirement)

* How much money will we make when we do it? (Marketimpney,
and management — the profit and the return on investment)

The second three essential functions of an E-Mythrgnge ardead generation,
lead conversion andclient fulfillment. These are the tactical functions. They
represent the work Managers do on the outside of the aejmm to bring
business into the organization.

Lead generation attracts customers to your organization by communicating
promise in the most direct, powerfully effective way.

Lead conversionprovides those prospective customers who are attracteduby yo
organization’s promise with the rational armament thmed to make an
affirmative buying decision.

Client fulfilment is the accountable for delivering the promise the custom
bought.

The seventh essential function of an E-Myth entegpgsthat of the CEO. The
CEO has the pivotal role in every organization. THeOCis the one who
establishes the aim of the organization, makes cdtiatreach and every person
within the organization is committed to that aim, andnitays the processes
through which his or her Managers do the work of the busitiesy’'ve been
entrusted with.

Every Manager must enter the ritual of management derednt with one and
only one role in mind. That role is the function of @k an organization of his
own. If the beginning Manager’s role is that of an apjprenthe CEQO’s role is
that of a master. The trail up that management maumsaihe age-old ritual
described as apprenticeship, craftsmanship, and mastery.
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When it comes to the Seven Essential FunctionhefB-Myth enterprise, the
apprentice Manager is trained to perform and become tein@sall the tactical
functions of lead generation, lead conversion, ancdhicfidfillment. It is critical
that the apprentice learn his management skills in thénment of these essential
functions, before moving on up to become a craftsman.

It is only after having been certified as a successfilstran, which means that
he has mastered all three of the strategic functibtieed=-Myth enterprise, that a
Manager would be given the opportunity to become the CEMi®fown
organization.

True mastery is the business of every intelligent omgdioin. There is no other
purpose worth pursuing. For without the consciousnessctbates mastery, no
organization can do more than survive in a relativebiarld.

5. The E-Myth Manager's Management Strategy

In the more conscious organization, a Manager is léssddional Manager and
more an Entrepreneur. A creator of things. A conductan orchestra. An
Inventor. A leader. An E-Myth Manager.

Your Management Strategy is that which enables you fdl fgdur promises to
yourself, your company, your people, your suppliers, yournconity, and your
customer in the best possible way. It then monitors phacess to find more
ways to sustain, improve, and transform its effectigeneAnd the only way to do
all of this is through a system.

Once you commit to a promise, the E-Myth Manageris i® to manage the
process — the system — to keep it, improve it, and radlfrbops around it. The
role of the manager is to engage with the presentfullyaenlightened manner
while inventing the future.

Innovation is the first part of a management system. Innovasidhe ability to
create what could be. An E-Myth Manager doesn't judtes@roblems.
Problems are endless. His job is to identify and sep@ortunities. Seizing
opportunities always produces exponentially more than replproblems ever
will. The Vision guides the innovation.

Ask yourself these questions. Where are you aimed? Whdhat you intend to
do? Is your organization — the way you’ve set it upvihg you're managing the
process — poised to take you there? The answers to thes@gsishould be the
guiding light of your innovation and the work every Managerour organization

does every day.

Quantification is the second component of your Management Strategyu
must be able to quantify your innovation. True understegndomes only when
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you not only can recreate the data, but know why and hevdata was created.
The reason for it. The underlying cause of it. This endsuimtelligence.

In the intelligent organization, these results comemfrthe process of
guantification, from raw data, to approximate understanditg, true
understanding, to cumulative intelligence, to informatioreates a body of
relative facts that define the reality of your organaat

Quantification — truly knowing the numbers of your busine$s/our enterprise,
and caring about them, is critical if innovation is tedany relevance to the day-
to-day results you and your people are there to produce.

Orchestration is the third component of your Management Strategy.
Orchestration is defined as the organization of work at@plicable system so
that the results you intend to produce are produced,ftas as you wish to
produce them, exactly as you wish them to be. Ordchtestr is the least
understood Management Strategy. This is because itflidgiface of the two
beliefs that are the product of the information-techgplconundrum we find
ourselves in:

» That people are our most important asset.
» That time is our most important advantage.

The E-Myth Manager believes that process, not peoplayhat distinguishes
great companies. This is not saying that people are notrtampo What it is
saying is that how people produce the results must be igeraind then repeated
if any organization is to leverage itself and the peoplkiwit over time.

In a people-dependent business, the assets go homeraghty In a system-
dependent business, the assets are there with you ner mab’s minding the
store. At the same time, orchestration takes thedféptople, because it places
the attention on the way we work rather than who dloesvork.

Orchestration becomes the ‘way we do it here’ rathan ‘who does it here.’
And any organization that can replicate ‘the way wetdoere,” in a way that
defines its purpose in the world, is truly an intelligerganization.

The E-Myth Manager’s job, as a Manager, is to undedstamat you know and
what you don't, which opens the door to the process ofvetian, quantification,
and orchestration.

6. The E-Myth Manager’'s People Strategy
Talk about management and you immediately begin to tadkitapeople. Every

Manager will admit that people are his biggest problem. @Esstsolutions” to
the people problem exist today where the worlds of managepsmchology, and

Tomlinson & Associates ¢ “Organizational Excellence - A Culture of Discipline” ¢ www.gary-tomlinson.com Page 16



alchemy overlap. The problem is that none of the soistwwork. The shortfall
with these management seminars and programs, no mattewall intentioned
they may be, is that they fail to recognize one commarguable preceptthat
people are simply unmanageable.

The solution is to avoid managing people at all. Andbtbst way to do this is to
manage the system instead. This system — organized arcadgdmization’s
common goal, its purpose, its Strategic Objective — engagmsle in a common
cause, rallies them around a collective focus, and dgfude inevitable
destructiveness of an us-versus-them mentality.

To really revolutionize the people process at your compgowy; primary matter
of concern should be for every person in your organiaatoagree to become a
master at:

* understanding the system
* sustaining the system

* practicing the system

* improving the system

» transforming the system

The question you may be asking now is, “how do you creatie & system when
its components are as unmanageable and unpredictableuaang 1?” As a
Manager, you obviously can’t be oblivious to the human sidéhe equation.
That’'s not what is meant by managing the system.vényeorganization, there is
a human reality you must confront, no matter how systeriented you become.

The E-Myth Manager’s strategy for managing people rawvide them with the
process, the purpose, the occasion to which to kisewing full well that they
themselves are the only motivators they’ll take seriously

The people you look to hire should be people who recogha&e weaknesses,
perhaps even more than their strengths, and truly exgnesdesire to rise above
them. People who are this self-aware are generaty allling to assume full

responsibility for the role they play within the orgatian.

Think of your organization as a school, where each stuslassigned a particular
task. With this in mind, the organization them becomelmeepin which people
are dedicated to pursuing their Primary Aims.

The Work of the Organization and the Work of the Individual

The work of the enterprise is to create the Visiartlie entire organization and to
continually and consistently stay ahead of it. Thekwof the business — the
Manager’s work — is to create, monitor, and improve fsesns through which
the Vision is realized. The work of the practice e frechnician’s work — is to
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implement the Manager’s systems and to provide fesddha to how well they
are working in the organization.

The second part of the organization’s strategy is to geofor the Work of the
Individual — which is to serve its people’s most essemiggds, the pursuit of
each individual's Primary Aim.

To work in this style of environment one should possessrate interest in not
only going to work in your position, but also going to Wwon your position.

The Work of the Individual
The work of the individual is a fivefold process.

1. To become more self-aware; that is, to know the tabthut yourself.

2. To become more aware of others; that is, to bedsted in what is truly
going on in other people.

3. To become aware of the impact you have on others;ghtad see yourself as
others see you.

4. To become more aware of how the world really worlkat, i) to truly become
interested in the truth of things rather than in yquinions of things.

5. To create a very clear Vision of who you would be ifi yeere the person I've
just described, and what that would mean not only to Meyrbut to the lives
of the people around you.

There are five essential skills through which the fivetfotocess of the Work of
the Individual is enabled. The five skills are:

1. Concentration — is the skill through which we develop a hergdd ability to
focus our attention.

2. Discrimination — is the ability we need to focus our rin.

3. Organization — is the skill through which we convert chaao order in
everything we do.

4. Innovation — is the skill that turns order into whatcalled right action.
Innovation is the ‘best way’ skill. It helps us sgaportunities, as opposed to
problems, and to best take advantage of the.

5. Communication — is the skill that enables us to engage ather people in
way that works.

Learn — Do — Teach

The manager has little or nothing to do with this precefhe Manager, in fact,
doesn’t manage you at all. The Manager manages the sygterine using, the
processes through which you produce or fail to produce resuitar Manager is
focused on the improvement, along with each and evexywio works with him,

Tomlinson & Associates ¢ “Organizational Excellence - A Culture of Discipline” ¢ www.gary-tomlinson.com Page 18



of the way we do business. And because his focus isyalam the process of
innovation, quantification, and orchestration, thavésayou to manage yourself.

7. The E-Myth Manager’s Marketing Strategy

Marketing is key to how every organization delivers amptomise. An E-Myth
Manager knows that marketing is nothing other thametion. Attraction is the
result of a great offer. An offer you couldn’t refus&n offer you can’t refuse is
the very essence of attraction. And attractiohésdssence of great marketing.

Marketing communicates your promise. So by asking thstimue What is the
offer our organization needs to make to our customers they absolutely,
positively cannot afford to refuse, and how do we deliZzthe Manager is doing
the work of the marketer. And as you can immediated; the answer strikes at
the very heart of the organization — at everything itsgaad how it does it.

Marketing is not simply words and pictures and commesy@ald brochures that
are know to be marketing tools — marketing is the esistem through which
your organization makes a promise and delivers on ibtHer words, an E-Myth
Organization doesn'’t just do marketing, it is marketingnd Ahat calls for the
complete transformation of one’s organization so thaan deliver the promise
no one can refuse, every single time, without fail.

Epilogue

This crux of this book has been about thieat of it Most Managers want to
jump to thehow of it That's because most Managers aren’t Managers, dual

Technicians suffering from a management seizure, so accedtare they to
doing it, doing it, doing it.

The key is to plan, envision, and articulate what youise®e future both for
yourself and for your employees. Because if you dohttdate it, (I mean write
it down so others can understand it) you don’t ownki!Myth Revisited)

You must analyze your business as it is today, decidé itmmaist look like when
you've finally got it just like you want it, and thentdemine the gap between
where you are and where you need to be in order to n@kedyeam a reality.
The gap will tell you exactly what needs to be done toterde business you
have envisioned. (E-Myth Revisited)

There is only one way to cut through the impasse tlaadis to stop trying to get
results in the ways you have been taught. You canthgee¢ from here.

“The E Myth Manager”
by Michael Gerber
ISBN 0-88730-840-6
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